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Background
Strategic Management has been defined as the process of general managers co-aligning their organizations to environmental opportunities and constraints.] Although much has been written in recent years about the desirability of creating a fit between organization and business strategy,' this work remains largely theoretical3 or descriptive;' empirical work in this area is rare. Instead two separate streams have emerged:' a * Strategic studies which focus on competitive analysis, and market environment and other external concerns.' Organizational studies which cmphasizc internal concerns such as organizational design, human resource systems and culture.'
There is a crying need to integrate the two streams of thought. Every day we read post-mortems in the business press that place the blame for failed strategy on organizational factors. Very few firms have achieved 'Strategic Management' which tailors an organization to support a business strategy.
No doubt the lack of sound theory is in part responsible for this sorry state of affairs. With little evidence to rely on, the discussion of how to support strategy with organization often degenerates to the exchange of anecdotes and the invocation of the latest management best-seller.
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Senior Vice-President of the Strategic Planning Institute. people who around the of a set of assets. This criterion often requires a larger unit of analysis than one which might best fit the other two. So, the overlap which best fits all three criteria is the unit of analysis, a business unit which frequently is the same as that which is the focus of previous PIMS research.
Creation of the OASIS Program
The research team collected data on seven domains that characterize the business unit as shown in Figure 1 . Data are collected from key informants within the business unit for each of the components in the model. In addition, the business unit's top management culture is assessed through an anonymous survey of this group.
The rcscarch described below is based on data from 58 North American business units from a variety of industries. While this sample is much smaller than the PIMS data base, it is suficicntly large to test the basic hypothesis. Moreover, by utilizing the PIMS PAR ROI model as a performance measure, OASIS is able to build on the results of research on a 3000 business unit data base.
The technique used in this research is to search for the relationship between various organizational factors and the performance mcasurc deviation from expected ROI. The deviation from cxpcctcd ROI is the diffcrcncc bctwccn the ROI predicted by the PIMS PAR ROI model (the cxpcctcd ROI) and actual performance.
Thus, the deviation is the component of business unit performance that is not explained by the environmental and strategic factors included in the PIMS model, but is potentially understood through a relationship with the organizational components of the integrated model (note: in this sample there was a systematic f&-point positive deviation from PAR ROI).
While the research cannot bc considered conclusive due to the size of the sample, a highly significant relationship between organizational factors and deviation from expected ROI is evident. This strongly argues that such factors must and can be taken into consideration when one either attempts to theoretically understand or pragmatically manage a business unit.
Research Results
Research on the data base has uncovered significant findings in each of the four organizational domains of the model. Research findings exemplifying each domain will now be examined. when the practices of the top management coincide with those desired by their subordinates, pcrformancc above expectation is to be observed (see Figure 8 ).
OASIS in Practice: A Case Example
While the fundamental purpose of OASIS is to Figure 9 . The Carling Tools case-comparison with OASIS benchmarks would help explain Carling's comparatively sluggish reaction time (see Figure 9) . Furthermore, the business unit itself was too large (10,000 employees) for quick response in the market-place.
Shielded from direct contact with the market by the over-layered bureaucracy, top managers spent most of their time in financial and administrative activities while devoting little effort to sales and marketing.
The culture of Carling Tools was also a primary contributor to their problems. The OASIS culture survey disclosed an atmosphere which is normally associated with marketing problems: little freedom for independent action; a highly formal environment and little openness to change.
While the review of Carling Tools' organization found a number of strengths, it also indicated that a major change in organization would be required to successfully implement a strategy designed to reverse the recent declines in market share. A number of specific actions were suggested from the study :
The business should be divided into several smaller, more manageable units that arc more responsive to the needs of existing and emerging customer segments.
Middle management layers should be removed, increasing senior managers' contact with customcrs.
Managers from outside Carling Tools should be recruited into the top levels of the business.
Incentive compensation
should be incrcascd and redesigned to reward growth.
The General Manager of Carling Tools should initiate a culture change process designed to increase the level of autonomy, informality, and information flow in the top management group.
Top management took a surprisingly positive view of these recommendations, although they dealt with well-established practices in the business. The consultants involved in the cast bclicvcd that this willingness to change the status quo was due to the link bctwccn the strategic and organizational analyses, and because the empirical support for the recommendation enhanced their credibility. to test the initial findings, which were based on data from North American businesses, and to determine the area in which European patterns are different.
We are developing a systematic approach to integrating strategy, organization, and pcrformance. While the data base is not large enough to test the complex interrelationships that managers must ultimately master to achieve a sustained competitive advantage, the findings arc proving to be useful in addressing the problem of strategy implementation. 
